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UMNITED STATES CIViIL SERVICE COMMISSION

. BULLETIN

s Washingion, D.C. 23415
BULLETIN NO. 250 = 7

July 2, 1476
SUBJECT: Review of Position Managewent and

_classxficatlon Systems
To fleads of Departments and Agencies:

Action date: Comtinuirg, through
FY '77

In his v movandum.of May 27, 1976, (Attachment 1), the President

o directe denﬂrtment and agency heads ro ensure that their position

management and classification systems "aze operating effect vely and 1n
full compliance with applicable laws and regulations." The Presideni's
concern about optimum cost pexformance in goverument stems from thres
interrelated problems: the gradual rise in average grade of General
Schedule emploveszs; evidence of both overgradlné_ind undergrading in f
Wany agpencies; and repeated indications of poor work organization ani
under utilization of emplovees in some organizations, His opjectives
Arg To Zcsure that Federal employees are equitably and lawifully com-
pensated; that work is organized efficiently; and that employee skilis
aud energies are utilized to the fullest extent possible. Effective
position management and classification programs are p¥ cerequisite to cthe
gchievement of these objectives,

Yhe President has charged the Civil Service Commission with vesponsi-
hility for assessing and reporting on the quality of position managomenk
and’ classification programs in agencies, aud on actions taken by agercies
to implement his imprevement objectiives. We will provide a repori t3 |
the President at the end of Tiscal Year 1977. (See Attachment Z, June &,
1976, letier from Civil Service Commission Chairman Robert E. Hampton,

to Heads of Departments and Agencies).

Since both position management and classification normally recaive exten-
sive coverage in Commission and agency personnel management evaluations,

we plan to utilize regular CSC aud agency internal persomnel managewent
evaluation and reporting procedures to collect the necessary informaticn
on actions taken to implement the President’'s improvement directive.

We shall emphasize positicon management and classification systems review
and problem analysis in all of our FY 77 evaluations, and ask that agercins

IHQUIRIES: Analysis and Development Division, BPME, 63-24473
CODRE: 250 - Personnel Management in Agencies
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do the same in their ongoing interral personnel menagement evaluation
programs, Analysis of these agency and Ccmmission assessments and
actions, combined with certain statistical data, will constitute a
report to the President on the status of cost effective position
management and the integrity of classification in Federal departments
anel agencies, :

we envislon this vear's coordinated CSC-agency review process au
Jollows., Agencies will, on their own initiative, underfake:

H
[z

ufticient disciplined examination of work organizaticu and
cb classification to assess both the operational quality of

heir position management and classification systems and
eir degree of compliance with law and regulation;

o e

~r
o

~ ‘Tnorough aszessment of the adeguacy cf the agency's organi-
sation for classification including proper numbers of
classifiers, depree of staff expertise, provision aand adequacy
of clasgification training;

~  Apecizi reviews of positions and organizstions wherc there
i reavon to Loiieve that overgrading, undergrading, ex-
eunzive orgénizational fragmentation or duplication of WOTh

may exist;

-  Prompt corrective actiom in all situations wnere inaccuvate
STasslfication of inefricient positicn managamant are found,

Position Management Review &penda and Report Procedures

Poniing it T A A ek Y A R P e 8

Attachment 3 is the position management program evaluation agends fou
¥y '77 Commission reviews. To enable us to prepare an aggregate repoili
for the President, we request that agencies and installations follow
rhis agenda a8 much as poseible for the position management review poX-
tions of internal evaluatioms during the coming fiscal year. 1wo corig”
of the position management portions of agency internal evaluaticr in-
arallation, egency-wide, snd instaliation self-evaluation reporfs,
1d be forwasded to the Di: fureau of Personnel Management

2t or,
socn & ibie -apou completion of on-gite wo k.

gation (BYYi;, as

For eacp evaiudlion v end of the rthird gquartey, £eonc &3
Ssubmit a foll n and impact assessment report LD tog
i%, no later than Sevtemoer 1U, 1977.

Additional CSC initiatives in support of the President's direciive wi:l

include the followiug:
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- A study of the causes of chanze in average grade. A special
thauiTy will be conducted during FY /7 to identify vecupaiiors
and agencies which have experienced an unusual rise or fall ir
average grade, and to determine the causes, Agencies inveolved
in this study will be notified before October 1, 1976.

- A study of fthe accuracy of pesition classification government-
wide. We will undertake this vyear in all CSC-led evaluztions
an audit of a 1% randcm sample of positions. These audits will
be in addition to the normal "problem seckiny' audits regulariy
performed. We will ask agencies to do the same in their irter-
gal evaluations. Further guidance on this study will bc pro-
vided by June 30, 1976.

Position management has long been a difficult area to deal with,
. possibly becuuse it is largely dependent on manggement skill and judge
meant and is not rigzidly governed by law aupd regulacion. The elements

gf effective position menagement systems are descrlbed in OMB Cirveculal
A~G4 and FPM chapter 3172, Compliance with prescriptions in the docuamtntir
st be addressed ivn agency internal reviews, However, It is very ime
portant thet we all understand that cost eaffective work orpanization i
involves mach more tham controlling average grade and numbers of positicer,
Az such, responsibility for position managemeunt rests largelv with lire
managers who are inmtimately familiar with the nature of their work anc
e needs and potential of tieir cmplovees, :

The Civil Service Commission z2nd agency personnel officiais can an? will
assist azency managers at all levels in identifying and lovasting positics
management and classification deficiencies, e,g., through integrat-d
analyses of information from emplcyee attitude surveye, turnover grudies,
productivity trend data, c¢lassification surveys, ete, However, & rore
codt effective Federal service will he achieved only 1if ageney marqgers
and supervisors at ail levels, across organization functions, with the
asgsistance of personnel offices, work together to assure understanding

of the precise nature of position management and classification defi-
ciencies, and arrive at decisions whiech are based on the best avaiiable
information on what kinds of alternative organization remedies are
possible, at what prices and with what probable impact on the orgenize-
ticn's mission and employees.

As you will note from the attached agenda, we are directing part o¥ our
review to the identification of areas in which the Civil Service C:amis-
g2ion might provide more effective leadership to 2ssure proper cost
effective position management throughout the Federal sector., We would
especially welcome your suggestions,

This report hes been cleared in accordance with FPMR 101-11.11 sud
asgsigned interagency repecrt contrel numbesr 0122-032-07.

] ]
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- THE WHITE HOUSE

WASHINGTON
May 27, 1976

MEMORANDUM FOR THE HEADS OF

DEPARTMENTS AND AGENCIES

Over the past two decades, there has been a gradual but
substantial rise in the average grade of General Scheduls
-employees. Much of this rise iz due to the fact that
-~ technological changes and other factors have brought about
significant shifts in the makeup of the Federal workforce.
These changes are reflected by a marked increase in the
proportion of technical, professional, aﬁd manage*1al
emplc'ﬁes in the General Schedule. ‘
Wz cannot assume, however, that this is the whole cexplana-
tion. Recent reviews by the Civil Service Commission, the.
General Accounting Office, and the O0ffice ¢f Management anc
Budget 1ndlcata that c¢lassification and poziticn managom:nt
systems “are not functlioning as effec*lvely as thev ghould
ib 4 nuaber of Fedeval agencies. There is. evidence of bath
QVgrqlauLng and uudergragmno'ﬁ%uauqa FOS1itions are eiilhes
improperly described or inaccurately classified. 'This
creates a situation wnich 15 uniair to all concerned. Tnere
are also indications in several agencies of excessive oI jaLl-
zatblon Iragmentation, duplication of work and supexfluous '
layers of supervicion. 4 i

Where work has become substantially more complex or difiigil .,
managers have a clear okligation to make commensurate adjuste
meEnts in the way work is organized and in the grades «f indi-
vidual jobs. At the same time, there is an equally clenx
responsibility to ensure that undue grade increases are not
allowed to occur. Position classification is a matter of
law. Government managers are reguired to put jobs in their
proper grades and Federal employees are entitled to equitedlo
pay. Proper position management ensures that work is ovgenlzac
in a cost effective manner to provide optimum development

and use of people's skills and energies. When cither posituc
classification or position management is deficient the w,sul~
may be an unnecessary increase in the cost of Government. .
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1, therefore, am calling upon you to reexamine your internal
position management and classification systems to ensure

They are operating erfectively and in full compliance with
appllcuble Taws and regu.acions. Agepncy heads will conduct
this review in a manner to be presfribed by the Civil Servigae
fomaiscion and will report to the Commission both the act! ons
they have taken and the Iesults OL thosSe acclons. :

At the samne time, the Civil Service Commission will pursue
vigorously its continuing programs for evaluating agency rer-
formance end bringing about corrective action in the areas of
position managernent and classification. Whnere the Commission
finds extensive covergrading, undergrading, or underutilizatise
of personnel resources, it will bring its findings to the
attention of the Agency head concerned. In addition, the
Comnission and the Office of Management and Budget will work
with the agencies involved to correct such problems, &nd ray
prescribe special instructions where warranted.

) o ' // /@%’M)
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June 8, 1976

PERSONALLY ADDRESSED TO HEADS OF DEPARTMENTS
AND AGENCIES

In his memorandum of May 27, 1976, President Ford called upoa each

of us to reexamine our position management and claseification systeus.
The President's objective is two-fold: to assure the just and lawful
compensation of Federal employees, and to assure that work is organizec
and employee skills and energies are utilized for maximum cost performy
ance. These processas—-—-position management and position clasgificatiop-~-
are the very core of the Federal personnel management system. Thedir
2§rength and integrity arc essential to cost effective governpent.,

Position classification is clearly defined by law and regulation. %hat
is needed here is assurance that your agency's system is in full legal
and regulatory complizance and that the management controls by which
classification integrity is maintained are in place and working.\\ Fosi-
tion management, though partially governed by regulation, is greatly
dependent upon manageuent skill and judgment, informed by experience and
our .growing knowledge of the complex forces that produce motivated em~
ployzes and effective organizations. We must make certain that our work
structures and organizational designs are qystcmatically being assessec
for improvement, and that the allocation of positions and deploymenr of
people reflect the best we know about managing human resources. Success
in.meating these objectives clearly depends upcn the active commitment
of managers at every organizational level across the planning, budget,
personnel and, particularly, line functions.

Since both position management and classification are regularly review:d
in our personnel management evaluation program, we see no need for add.~
tional reporting. To assess agency progress, we shall conduct more
intensive reviews of these areas this yvear, and ask that you do the saie
through your internal personnel management evaluation system. Cuidance
for these reviews will be issued shortly.

Your personal interest in and attention.to these efforts will enable us
collectively to meet the President's objectives,

Sincerely yours,
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ACENDA FOR POSIWION MANAGEMENT SYSTEM REVIEW

Introduction

"poaition menagement” is the term used to describe the key management
actions involved in tha process of orgawxzxng work to sccomplish the
migsions of Federal degartmﬂnta and agencies, It invoives, es¥ ﬁt*a‘lf
the determination of the needs for pesitions, the determination of
required skills and knowledges, and the organ;?atlon, grouplrg, and
aasignwent of duties and responsibilities among positions.

Bl gy
=

Mo

 Position structures should be designed to utilize the most e‘tﬂctlve
work mrocegses, equipment, prccwdures, methods an& Lechnlques) and ' E !
should reflect a kszen understanding of the husen factors Oppfntlnn in
every work situstion, 7Iradifionaily, concepts of cost-elfective: Wori
and pesition design have beeu based lavgely on mechanistic models of
orgenizations, with sécondary concern for wotivation and job satis~
facticn Lactors. However, in recent years, the importance of *Eeqe'
factore has become increasingly evident. They should rherefore coa-
stitute a major element or cousider ation in determining the cost/bana i o
of aiternative organizational structure®, For exaa npie, work strusiud es
witich do not provide 'or caveeyr development and advancement cau conlt i 4
bhute to excessive turnover, which nas many cost and productivity iﬁgtié
cations. Or, eucessive organizational fragmentation, BUPBLVLISOLY !
layering &nd cduplication of work car resualt in under~utilization of
employees, overgradiny, excessive veview levels and time, and reduced
merale among employees, ali of whicn-are costly and uQLHLETplOQuCthL.

-

!‘~

»

7

There are no absolute rules ror managers Lo fcllow in the ¢ mpiex ar:d
evolving art of pesition management; however, there are basic syster
requirements for position mansgement in government agencies WhLCh are
‘designed to assure that work structures and organ;zacxcnal designs &re
systematically being assessed for improvewmeat, that pozitions are :
correctly classified, and that the allocation of positions and deploy-
ment of people reflect the best that we know about managing human e
sources. This review is therefore directed to assessing the quality of
pObltlcn ménagement systems in agencies, idantifying problem aresac, and
prescriping approprlate correctivae actiom.

¥
-
'

Basic Elements of a Position Man agement System

The principal directives gove rning position managemeny Aare contalies in
OMBE Circular s-64, as amended, and FPM chapter 312, “he nine basic
elements of & Fosition Management System are the following:
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1. Assignment of responsgibility to manzgers for wocrk ovganiza-
tion and position management,

2. Utilization of total staff resources (budget, plaoning,
management analysis, personnel, etc.)

3, Establishment of position authorization and employment
cmntrols

4, Positicn vacancy review and control,

5. Position reclasgsification review,

&, Approval of organizational changes.

7. ‘Interagency sharing of perscnnel resources.
8. Employment reporting svstem.

9, Conduct of special reviews.

Methods cf Problem ldentificatior
There are vezdily at hand a numbex of useful teols which, when used
together, help to pinpoint position management problem aress

- LSC Form 1085, Survey of FPersonnel Management QUQ§tiovnai“er
Groups of questions on this employe= attitude survey focus on
adeguacy and quality of staffing, work allocation and skil
utilization, opportunity for skills dewvelopment snd ceveer
advancement, work quality and crganization effectiveness,
smnioyee responses can be grouped by grade level, orgarizsiion
location, length of service and other fzctors, enabling analva: s
to locate and partially define problem position me@nagement areas
(The Aralysis and Development Division, BPME, offers agencies
CSC 1038 quesvionnaire prucessing, and percentage and peraantiis
analysiz, on a reimbursable basis).

~ ZYTurnover statistics: An analysis eof turnover statistics--who
is leaving, by organization location, grade and position;
reasons for leaving; related staffing, training, production
problems, etc.--provides good position management problem lead:.

- Productivity trend data: When charted, productivity trend data
readllv makes visibie decreases and increases in organization
efficiency. When matchaed with work organization events, =.7.,
autemation oi a function, reorganization, management chaongz, e .
and correlated with attitude survev results and turnover an.lv
s0lid insights into the nature and location of position maanaga-
ment problems can result,
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-~ Organization charts, functional statements and position descrio-
tions: Review of these documents can point up excessive super-
visory layering, overlap of funcrions, and possible wmisclassi-
fication. :

~ Sick leave usage, complaints, grievances, upward mobility
statistics, overtime trends, use of temporary appcintments:
)nalysas of these types of data can, wn some instances, tie in

with identified position management problem areas,

: - Structured classification audit sample: Based on pGxFﬁfldl

P ‘sroblems identified through analytical activities such as thore
described above, aun iu-depth ciassification audit of selected
organizations and groups of positions, should provide further
definition of the nature and locatice of pusit1on man«gement
deficiencies, o Lo oo

CORT I

Additional guidance on reviewing position ma2pagement program coperabtiv.is
can be found under “Planning and Organizing ¥erk," section S2-2, book IX
of FPM Supplement (Tntcrn&]) 273-73, Evaluating Peroonnel Management,

pq LI“.{? - 11~ (48 . . ) g

Issues for Evaluation

1. Agency response to the Yresident's directive. ‘The Presiden.
has directed Federal agency managers to examine their internal
position management #nd clagsification systems to epsure ILV1r
effective operation and to assess conformance with OMB and
Civil Servvice Commission policy and guidance.

~ How has the agency and/or installation respoanded to thea
Precident's directive? What review/improveament actions
arve plannad cy in effect at the installation/agency?
(include implementation time=-frame,) Wnat is the team's

: asseasment of the adequacy of these plans, in terms of icen-

f tifying problems and iwmproving pesition management?

2, Compliance with system prescriptions and guidance in oMas
Circular A-64 and FTM chapter 312,

2-1, OMB Circular A-64 (as amended) calls for nine specific elemen:s
of position management systems.

- To what extent does the agency/instaliation have the pin-
scribed system in place. How well is each element working/’

2-2, ¥PM chapter 312 describes the goals of effective positicn
management, and logical steps for effective systems operaiior,

particularly in subchapter 2 and appendix 312-A (Operatior MIST
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- To what extent are these guidelines operational? Cite
examples,

Some agencies/installations have exceptionally good positicn
ranagement Systems with publizhed guides and other tools arnd
documents which could serve as useful meodels for other
agencies,

- Does this installaticn/agency have published materials which
might be helpful to others? If so, please send copies to
C3C Clearinghouse on Productivity and Oxganizational
Effectiveness, BPME.

Identification of Problems. If position managemeni systems

‘are not functioning effectivelv, why not? The following arz .

among the possible problems to expiore: For each of the ;
croblems defiped below, pleace identify the most probaoie ;
s) and prescribe remedies (action items).

Do supervisors and managers at all levels thoroughly understard
the purpose and concepts of position management? How have

they been advised, trained, encouraged to focus on effecitive
position management? Are they committed Lo ite objectives®
BEvidence?

Are the concepts of sound position management Supported bu.
the processes for implementdation inadequate (i.2,, is it &
techniques problem?) In what areas is impiementation weak or
absent?

How are position management decisions made? By whom and
when? (Chart the location of each key area of staff or lise
responsibility and typical flow of the position management
decision-making process), Are there particular points in the
process which impede fruitful results in achieving sound posi-
tion management? Discuss.

Is the personnel staff carrying out all of its position
management respousibilities? What steps must be taken to im-
prove personnel staif perfcrmance in cost-effective position
management?

Does the arganization have a sufficient number of classificrs,
adequately trained, to support persSonnel responsibilities 'n
the position management system? If not, what actionsz are bLelng
taken to recruit and train classifiers?

) Approved For Release 2002/01/08 : CIA-RDP83-01004R000100110017-4
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36, What pcsition management problems have been found during
previous agency or C3C evaluations of classification &accuracy,
and what remedial actions were taken? With what results?

3«7, 1Is the Civil Service Commission doing all that it should/could
to provide effective leadership in assuring strong position
management programs? What specific CSC actions are needed?

3«8, Are current authorities adequate for persomnel staffs, agency
managers, and the CSC to act on position management issues?
Sheould OMB Circular A-64 and FPM chapter 212 be revised? Hou?
YWhat changes are needed?

3«9, What does management know or attempt to learn about the cost-
- performance of alternarive position management da2cisions~-
not just the persounel dollar cost over time, but the longer
vange overall orgauizational performance costs?

3«10, Tow do personnel people assist in locking at and ldeuntifying
the long term organization benefits of various position
structures and their comparative total price tags? Do they
meke wisible these alternative position structures and their
potential organization performance consequences, in a timely
way? With what results?

3~11, Sound position management operations must be closely linked
with the budget process and with overall agency plauning and
management, I8 it? How? Results?

3-12, Are the concepts of organization design inappropriate or
out-of-date? For ecxample, should management pay greater
attention to "quality of worklife'" issues in the organization
{e.g., worker autonomy, participation, equity, opportunity
for development?) How? To what extent? Evidence?

Labor-Mansgement Considerations //////f

¢
Agencies snd activities having exclusive recognition with labor organiza-

tions ehould be zlert to any labor-management implications involved in

this review., When conducting employee attitude surveys, particulart

reference shaould be given to the Federal Labor Relations Council decision

in NASA and LBJ Space Center (NASA), (FIRC No, 74A97, FLRC Rpt. No. 84).
3
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